LS 


Approved For Release 2002/06/18 : CIA-RDP84-00933R000200150017-8 


DDIA PP 06 VE/) 
ZF PR- 43S - 


MEMORANDUM FOR: Deputy Director of Central Intelligance 
PROM : Deputy Director for Administration 


SUBJECT : Establishment of Agency-wide ADP Profes- 
sional Standards 


REPLRENCES : a. Memo to EAG Members fm DDCI dtd 26 Jul 73, 
subject: Management of Automatic Data 
Processing Resources (ER 78-3760) 
b. DDA memo to multiple adses 4td 28 Aug 78, 
game subject (DDA 78-2966) 


1. Action Requested: This memorandum transmits, for 
your information and approval, the findings and recommenda~ 
tions of an interdirectorate task force on Agency-wide ADP 


Professional Standards. 
2. Background: 


a. Reference a., in its attachment, assigned 
responsibility to the Deputy Director for Administration to 
formally study the following issue: 


"establish an. . .common, Agency~wide ADP 
professional standards (feasibility studies, 
requirements definition, specification stand- 
ards, and programaing standards to name a few).” 


A report on the findings of this study were to be submitted 
to you by 15 December 1978. This deadline was subsequently 
extended to 15 Pebruary 1979. 


b. In Reference b., Mr. Blake asked the Director 
of Data Processing to assume overall responsibility for the 
study and appoint a chairman for the task *orce. He also 
asked the several addressees of that memorandum to nominate 
representatives to the task force. 


ea hare. UT OLACSIFIED, 
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Gc. The task force was formed under the chairman- 
ang ee pace peer fern pica ices 
ODP. The attached report documents their study and makas 
three recommendations for your approval. 


3. Staff Position: The Director of vata Processing 
and I believe that this report rapresents a sensible and 
significant first step in establishing Agancy-wide ADP Pro- 
feasional Standards. This belief is sharedi by the members 
of the task force, who represent the major Agency components 
with an interest in this study, and who have concurred in 
this report on behalf of their components. The implemanta- 
tion of the study's recommendations can be accomplished with 
no direct impact on resources. The Director of Data Process- 
ing is prepared to submit to me an annual report of progress 
and accomplishments in implementing the recommendations. 

a. 


Recommendation: I recommend that. you accept this 


report and approva its recomnendations by signing this trans- 
mittal memorandum. 


Pranh.. UAtnk, tess 0 gerd work og, 
ere ae a ee 
Crom mire Cec: Den I. Wortman 


a) i ee 


Attachments: a/s 


APPROVED: 


ae a De Z x : d ; 
ES EEE I A OD Peels by LG PF 
Deputy Director for Central Inteli{yence Date 
DISAPPROVED: 
Deputy Director for Central Intelifsence "ate 
Distribution: 
Original & 1 ~- Addressee 

1 ~ DCI Exec. Registry 

2 - DDA 

Z - 0/D/oDP 

1 - DD/A/ODP 

2 - ODP Registry 
O/D/ODP/CDMay, Jr.:caj/16 February 1979 
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(U) This paper is the third in a series of responses to four 
ADP issues identified by the DDCI in his memorandum to EAG 
_members dated 16 December 1976 that should be addressed by 
the EAG. The DDCI's goal in identifying the issues was ta 
"take positive steps during the coming year to improve central’ 
Management of our total ADP program." The first two issues 
were discussed by the EAG on 31 March and 5 April 1977.. nggeas 
ment was reached on actions to improve senior management con- 
trol of the month-to-month use of central services and to im- 
prove top management's ability to plan future ADP resource 
requirements. This Paper discusses Issue 3 - that relating 
to the oe of centralization vs. decentralization of ADP in 
the Agency. The Issue is stated as follows in the DDCI memo: 
“What balance should we be striving to achieve 
between centralized and decentralized computer 
facilities? 1 understand that there are many 
complex balances involved, including dedicated 
vs. massive machines, distributed vs. central 
processing, and decentralized vs. centralized 
systems development." 
(U) This paper approaches this issue by studying three aspects 
of the centralization/decentralization issue: facilities, 
professional personnel, and management. It takes stock of 
the current situation and how we got here, examines the factors 
‘ bearing on the issue, then reaches some conclusions and pro-~ 
vides recommendations for the EAG. The conclusions and recom- 
mendations of this Paper are summarized in the following | 


‘ 


paragraphs. 
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ized ADP facilities which has evolved wiih little central 
direction or overall plan. Technology has made the mini- 
computer an increasingly attractive alternative to the cen- 
.. tral system and there are pressures to enploy more minicomputers 
in the Agency. Many applications can be better satisfied" on 
a minicomputer system, but case-by-case studies are needed to 
make this determination. It is likely that decentralized 
minicomputers will grow in the Agency at a much faster rate 
than in the past. Large central general purpose computer 
facilities will continue to be required for the foreseeable 
future. No specific mix of centralized/decentralized ADP 
facilities can or should be established by the Agency, but 
better central planning is needed. Agemy policies should not 
inhibit the growth of minicomputers when they offer a better 
alternative to the central system, 
(U) As more computer facilities are decentralized in the 
Agency, it is important that more attention be given to main- 
taining pporeecionat standards for ADP personnel who will 
design and implement both the centralized and decentralized 
facilities and applications. This is essential if we are to 
Maintain high guality ADP service in the Agency. A study should 
be conducted on the desirability of an Agency-wide ADP profes- 
sional career service. Also, a central source of professional 
ADP advice and assistance should be available to user compo- 


nents that are considering acquiring ADP systems, especially 


2 
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ers. r components shou establish 
their own ADP support groups, if they prefer. 


(U) Currently, the Agency does not have any central policy, 


planning, or management relating to the acquisition of dedi- 


cated minicomputer facilities. At the same time, the Agency 


is under increasing external pressure to speak with one voice 


on ADP matters to external organizations who are dealing with 


ADP policy, resource, and management issues, It is essential 
that the Agency provide a high level central mechanism for 
policy formulation, planning, and resource control of ADP, 
and for representing the Agency's interests to these external 
organizations. This is particularly important if we move 
toward an increasingly decentralized environment. 

(U) In summary, the recommendations are that: 

a. - Minicomputers should continue to be employed 
by the Agency where they offer a cost/ 
effective alternative to the central system. 

b. Responsibility should be assigned for pro- 
viding Agency-wide technical support to 


offices considering ADP systems, especially 
Mminicomputers. 


C. Responsibility should be assigned for pro-~ 
viding Agency-wide long and short term ADP 
planning. 

d. Responsibility should be assigned for formu- 


lating ADP, policy for the Agency and for 
representing the Agency's ADP interests to 
external organizations. 


e. Responsibility should be assigned for con- 
ducting a feasibility study of an Agency- 
wide ADP professional career service. 


f. Resources should be provided to fulfill the 
‘above responsibilities as assigned. 


3, 
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DDA 78-2966/2 


28 August 1978 


NEMORANDUM FOR: Deputy Director of Central Intelligence! 
Deputy Director for National Foreign Assessment? 
Deputy Director for Science and Technology 
Acting Deputy Director for Operations ; 
Acting Director of Communications 9-~ 
Chief, Information Systems Analysis Staff); |. 


FROM: John F. Blake 
Deputy Director for Administration 
SUBJECT: Establishment of Agency-Wide ADP ppareseiunal 
Standards 
REFERENCE: Memo dtd 26 Jul 78 to EAG hace fr DDCI, subj: 


Managenent of Automatic Data Processing Resources 


1. Reference memorandua, in its attachment, assigns a responsibility, 


amongst others, to the Deputy Director for Adninistration to formally study 


the following issue: 


“establish an. . . common, Agency-wide ADP professional 
Standards (feasibility studies, requireinents definition, 
specification standards, and programing standards to 
hana a few)." 


A report on the id oF this stuay | is +6 be subsi teed to DoOCT by. 
15 December 19738. 


"2, Tam ask ing ‘the Director of Data Provessing to assume overal} 
responsibility for this study and he will apnoint both a chairman for ‘the 
study group as well as representation from ODP to be members of the group. 
I now ask. that addressees (DOCI for the 0/DCI) nominate to the Director of 
Data Processing a member to the study group to represent.their interests. 
lt is suggested that the DUS&T may wish to nominate two members, one 
specifically to represent NPIC and a ‘other to a eehese: the balance of. 
that Directorate. ; 


3. Because of the somawhat general nature of the i angie tee. ‘ 
endeavors et t avyote rroplem definition and 
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4. The same reference memorandum also requested this Directorate 
to undertake a study on the matter of creating an Agency-wide ADP career 


service. That responsibility has been assigned to the Office of Persannel. : 


I have asked the Directors of-Personnel and Data Processing to essure tha 
maintenance of close liaison because of the Tnterrelacionsiips Chat exist 
between the twa study topics. 


5. Addressees are asked to submit. their nominations directly to 
Mr. Danny May, Ofrector of Data Processing, by 4 September. The group 
will be convened upen the call of the chairman. 


/ dohn F. Blake 


Att; ; - tee eee 
Ref meio a ace, Po eee 
cc: D/OoP ; 
Acting D/Pers eae ae 
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HEMORANDUM FOR: Executive Advisory Group Nerbers LE a & 


FROM z Deputy Director of Central Intelligence. ; 
SUBJECT .. 3 Management of Auteratic Data Processing Resources : 


; . F eo ea © ™ | 


policy with respect to continuing Executive Advisory Groug (EAG} involve- t 


resources (i.e., positions, contractor supsort, and the like). ‘the BAG’s | 
review and menagement of ADP will therefore be concentrated on Agency~Leves 
considerations—ntilization of the central ADP facility and the relationshi 
of ODP costs, to specific user office missions which directly benefit from i 
these expenditures, long-range planning, and issues relating to the questic 
of centralized/decentralized application of ADP technology. * : 


2. (A/TUO) The EAG will, in conjunction with its review c£ the 
Agency's Program Plan each year, specifically focus attention on the 
proposed functional uses of ADP and on proposed major ADP investments. 
included will be reviews of: Jets va. ote. of oth f 


exceed $250 thousand of conponent~budgeted resources: 


' 
@. Component ADP activities which in the aggregate Bi | 
s * s s , , a 2 ; t 
b. Wew ADP initiatives identified in program plans: - | 


is Expansion of ODP computing or service capacity; 


a. The lpact of the 288 ranking process On requested 
ADP resources. us ects 


3. (A/ICO) The EAG will, during the first quarter of exch Fiscal 
year, review the planned currént-year utilization of the central system 
(i.¢., OOP} end at its discretion, other lerge ADP activities. 


a- The annual review of ODP will consist of examining 
projects—normally defined as indiviéual user reguilrements——~ 
estimated to consume $250 thousand of CD? resources in that 
Eiscal year. Users and cop will jointly present each project 
in accordance with criteria established by the E&G. ‘This 
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review wild result in an EsG-asproved plan for the con 
susption of ODP resources for the fiscal year that is 
sensitive both to user needs and to the level of resources 
thet can be committed te the central ADP facility. 


b. Concurrent with (a) above, the EAG will review, 
with CDP assistance, current-year component loplementaticn 
plans for new ADP initiatives ard expanded decentralized 
ADE capacity, the planning for which was reviewed soma 15 

Paces ae months prior {i.e. the program plan). “This review wilh 
* primarily be directed towards changes in eequinerents and 
ra avallebie technolog ical alternatives. - 


Pa ; c. The combination of (a) and (b) above are intended 

3 to insure that Agency-ADP resources are being applied to 
those ampor tant problems where a hich, economically accep- 
table payoff can be demonstrated or projected. f 


TONNE INENEETS att heed armen sm neesine Meta tote neon 
tet tees eran ee eet eee 


by Coe chat were not incluced in the fall review deseribed in paragraph 
3 that are inte jally estimated to cost a total of $250 thousand or more = : 
Cuting the first three fiscal years, will require EAG agoroval prier to} 

- ainitiakion. Likewise, ongoing projects nat initially estimated to consure 

ww $9250 theo usand o£ ODP resources (ar na, therefore, not reviewed in the fall): 
will require EAG approval if updated estimates indicate that ODP costs wil. 
exceed the review threshold. In each of the above cases, USeK offices, in 
coordination with ODP, will submit required data to the Colmptroller, who 
will arrange for BAG review. User offices will be oe by the instruck} 


contained in annual ADP guidance memorardda. 
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‘(A/IUO} Each year following the EAG's review of current-year ADP: 
programs, an appropriate guidance remorandum will be issued. Attached is: 


such guidance for Piacal Year 1978. en. [ 
i 


6 {A/ICO) The volicies esteblished herein are interied to ensure | 
thet, senior Agency managetent remains positively involved in ADP matters,: 
both es a sound management practice and to assure external reviewers that 
our vbiliztion of requested ADP rescurces is necessary, beneficial, and ¢ 


. gage unGer control. 


/3f ¥ 
. a - — wank C. Carluect 
#4 2 Frank C. Carclucch 


b * age 


Approved For Release 2002/06/18 : CIA-RDP84-00933R000200150017-8: 


—— 


ae ee at em ene | 
S| apptaWarFéneeidhdé 2002/0618 + cim-RisP#4-0088'9000200150017-8 
2 


~ 


Attechmerit to BAG Memorandum Concerning the Management of Automatic 
Data Processing Resources 


* 


Subject: FY 1978 Review o£ Major Ape Projects and Issues 


. 4. {A/IUO) The Purpose of this guidance is to record decisions wade 
by the BAG in its review of major ADP projects Supported by the Office of 
Data Processing (COP) in Fy 1979 end to eddress other related ADR management 

issues. ar: DB Fosted 


e. 
he _— 


2. (A/TGO) All projects reviewed are approved and ODP will suspoert 
them in F¥ 1978 te the extent indicated during the individual project 
reviews. ODP will monitor the cests incurred within OoP for each project 
and will concurrently notify the user office and the Comptroller when 

incurred costs reach 73 kercent of the approval level. User offices will 
de responsible for validating their project requirements for the remainder 
of the fiscal Year. If increased reguirements result in opp COSts projected 
tO exceed the approval level by more than 10 Percent, user offices in coor— 
dipation with OOP will provide to the Comptroller, within ten working days 
dase COP notification, justification for continued fiscal year ODP support. 
the justification will include: . — 


~~an explanation of the need for increased Opp services; 
~~a new projection of the cost of Cop services requirca 
for the remainier of the fiscal year; and : 


~~a@ statement addressing the avallability of on> 
resources to provide the increased Services and the impact 
on the user organ 


ization if the increase is not approved. 
he Comptroller will arrange 


° 
ry 


for EAG review of the increased funding request, 


3. (A/IU0) CDP will concurrently inform the Commtroller and user 
f£ices in all instances where ongoing CDP-suocerted FY 2978 projects, 
St previously reviewsd by the EAG, are estimated to grow to $259 thousand 
r more. The user off ice, in ccordination with ODP, will vrovide to the 
oTotroller, within ten Working days of notification, a completed Project 
scision Form. ‘The Comptroller will arrange for EAG 


G review of the project. 
4. {A/I0O} Rew FY 1978 AOD projects estimated te 
* More o£ COP resources through FY 1960 will require BAG aporoval Drier to 
Wr oskion. Lhe user office, in coordination with COP, will subnit a con 
2 See Project Decision Form to tne Comstroller, who wikl arrange for EaG 
2vlaw of th ject 20sal . 17-8 
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5. (8/760) During this EG revicw precess, Several management issues 3 
were raised. Cne such issue concerned? the rapid computer technology edvance- : 
ments that have resulted in increas singly decentralized ADP agplications in 7 
the agency. ‘This has resulted in increasing numbers of personnel performing 
ADP resconsiobilities {application Gesign and Gevelorcment primarily) outs ide 
of the COP sub-career service. Every available indication suggests that 
this trend will continue. An Agency-wide study has questioned whether, 
given this trend, we should esteblish an Acsency-wide ADP career service, 
and common, Agency-wide ADP crofeésional standards (feasioility studies, 
requirements definiticn, specIFication Standards, and programming standards ~ 
to nam2 a few}. Advantages suggested are uniformity, career mobility 
throughout the Agency, and comarabdle edvencement opportunities for all. 
ADP professionals. Because of the broed imezct of this issue, I am asking — 
“that the Deouty Director for Administration formally study these issuas 
ang susnit a report of his findings jings to me_by 15 Decent: ver 1873. T would 


Li ke the xYeco: report to include a fall. discussion of:. .- 


Saaeiiniie te een 


. ~~the pros and cons of each specific issue; - ) 
.-~akternative solutions and the manner in which each 
would oS implemented and maintained, if approved; 


——the definition of an “ADP professional” and the 
“\ gporoximate number of Agency personnel that would, if 
eppreved, be included in an expanded ADP career service; 


A. meth impact on Agency comocnents with “resident” : 
ADP profess ionals and ongoing AcE a and : 


¢ 


SS conclusions reached and recon endations offered. - 


é. (A/1UO) another ‘Sssue raised during this review process waS the 
need for a formal, long-range Agency ADP plan. ‘There is some sentiment for 
this within the Intelligence Community but specific requirements for such 
a plan have not as vet crystalized. We will give more attention to this 
issue as future needs dictate 
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